longer can we depend on leaders simply and conveniently emerging, rather we must invest in a deliberate systematic process to develop leaders at all levels. Research indicates that currently our government does not grow effective leaders. Often those "rising to the top" are technical experts with minimal leadership experiences, mostly unacquainted with the fundamentals of leadership. How can our government grow civilian leaders? Realizing all leaders do not possess the potential to "rise to the top," how do we identify those with the potential to lead government-wide? Once potential leaders are identified, how will our federal agencies invest in them to lead 21st
Century organizations? This SRP documents the urgency to develop civilian leaders. It proposes a new leadership development strategy built on empowering innovation and partnership across the federal government. The time is right for change -our nation depends on powerful civilian leaders.
LEADERSHIP MAKES A DIFFERENCE: GROWING FEDERAL CIVILIAN LEADERS
The federal government is the largest, most complex, most diverse and ultimately the most important organization on the face of the earth. You've got to have top quality leadership running that operation…it's critically important to our homeland and national security… -David Walker 1 Leader development has enormous value when it comes to the performance of the federal workforce. However, many federal agencies do not have an established or systematic process to develop leaders beginning at the entry level. The skills and attributes required of an "effective leader today are vastly different than the past," 2 so
we must change our civilian leader development programs and policies to strengthen today's and grow tomorrow's leaders.
Today, federal employees face great challenges in their work environment, "ranging from the spread of avian flu to the threat of terrorism," 3 along with traditional pressures to perform excellently at every level. These employees are led by leaders who participate in daily activities that require technical competence but who also must rely on their leadership skills. Federal leaders "must have the capacity to lead complex organizations with global scope and scale, demonstrate visionary thinking as well as the ability to execute, hold the highest standards of ethics, develop others at all levels, understand the business as a whole, and build influential relationships with customers and stakeholders." The stakes are incredibly high: An effective federal government relies on great civilian leaders. How can we produce these leaders? This SRP reviews current policy and identifies common themes found among federal agencies that affect successful leader development. Then it describes common characteristics of successful leader development programs. Finally, it proposes a new adaptive and flexible leader development strategy and recommends best ways to institutionalize the process. Office, and Defense Logistics Agency. 19 Thompson discovered that these agencies, although lacking a plan to achieve their particular goals, did share common themes in their leadership programs: training and education, performance feedback, challenging assignments and mentoring. These issues are discussed later in this paper as critical elements of good leader development programs. However, one critical element cited as most valuable is leaders' development through job assignments; this was found to be the least commonly used developmental method among federal agencies. Table 1 ).
• Respect, engage, and value individual needs of our SES leaders • Value talent, workforce diversity, performance, leadership, and commitment to public service • Fully integrate SES leaders as a "Total Force" partner in execution of DOD's mission • Manage and develop leaders across the Department with a flexible, executable, transparent, and credible framework • Recognize Component mission requirements in managing executive talent across DOD • Transition the management of SES leadership careers from an ad hoc to a deliberate corporate process • Encourage, recognize, and reward all SES leaders who are role models and good corporate citizens • Value a portfolio of experiences that build perspective and expertise to exert influence and make decisions crossing disciplines and diverse environments • Ensure deliberate and early development of a leadership pipeline that meets OPM and DOD executive core qualifications Force civilians. 25 The reviews will look at content and proficiency levels of current programs. It will identify gaps and recommend either continuing with current programs learning or design new developmental opportunities. The uncertain, complex, and ever-changing strategic environment demands that "Leadership will be understood as the collective capacity of all members of an organization to accomplish such critical tasks as setting direction, creating alignment, and gaining commitment." 28 Developing leaders to this standard is difficult because the focus on the individual must expand further to include all members of the team. 29 
Characteristics of Good Leader Development Programs
There is no single process or system for developing leaders -leadership development is an on-going process. However, there are some characteristics often found in a continuous learning environment that encapsulate a leader development framework. Federal agencies rely heavily on training -most often a random event that
is not part of a development plan. "Classroom training should not be the only part of leadership development initiative, and may be the least critical." 30 The 2007 Major of the Army) encouraged soldiers and civilians to leave a "legacy through mentorship." They recommended encouraging every leader to make a commitment to mentor one person from outside of their chain of command and carry forward this tradition in the years ahead. 46 The U.S. Army has always expected its leaders to mentor junior people, but now more than ever this is critical due to its increased responsibilities in fighting the Global War on Terrorism. An Army organization that has advocated mentorship's power is the Installation Management Command (IMCOM).
This command assigned a senior executive to lead the effort as its mentoring champion.
In the photo below (Figure 1 The Hewitt study described a clear set of practices used to develop leaders; however, agencies must be aware of the likely challenges to their adaptations of these practices. The IBM study identified some of the best practices as significant challenges. Recommendations for a New Strategy "We believe the time is right to recommit the Federal Government to developing effective leaders." 50 The Office of Personnel Management's (OPM) guidelines for managerial development propose programs for leaders and potential leaders at all levels. OPM relies on the agencies to fully implement the guidance and thereby to ensure development of an effective leadership cadre for today and the future. Current disparate federal efforts to develop talented leaders do not fully address the future needs of the federal workforce. However, working together, agencies can create a multitude of more promising opportunities that can be tailored and adapted to the specific needs of a given agency.
To leverage these opportunities, OPM should establish a federal leader corporate university. Such institutions have been variously designed. An excellent resource, however, is Corporate University Enterprise (CUE), Inc, which has identified key principles and defined roles for a corporate university. 51 Consider CUE's list of characteristics of successful programs:
• proactively staying ahead of the change curve and aligning learning as part of corporate initiatives
• event-based training to solutions-based approaches to development
• shared accountability for learning with executives, managers, and employees
• seamless technology integration to support comprehensive tracking
• learning solutions that focus on providing the right learning to the right person in the right place and at the right time
• common "system" for learning that promotes collaboration and reduction of redundancies Leaders must also constantly evaluate their agencies' developmental programs.
Discussions with many senior federal leaders confirmed that until leader development is evaluated, the employees' commitment to the program remains tepid and mostly inconsistent. So leaders' commitment cannot be measured solely on core business results.
OPM must take the lead in establishing metrics to assess the leadership and leader development programs, rather than relying on agencies to develop their own metrics. Leader development is "strategically important and expensive." 
Conclusion
OPM's renewed recommitment to develop effective federal civilian leaders is a huge step in the right direction. But we must now think differently about the approach the federal government uses to create policy and programs to develop our leadersthen plan for rapid execution. We must act quickly because the need for effective leaders at all levels is greater now than ever before. The federal government is operating during a period of complexity and unprecedented change, while faced with great resource challenges. Leaders across all federal agencies must collaborate, overcome isolationist tendencies, and create leader development policy and programstogether. Agencies must create and implement their own systematic, progressive, and sequential leader development programs from entry to senior levels. This new approach pays greater attention to developing individuals. It demands tailoring of one's development rather than relying on an assembly-line approach to make powerful leaders. This individualized approach demands leader involvement; leaders must coach, teach, guide, and mentor their juniors.
The federal leader corporate university model consolidates leader development under an OPM strategic umbrella; however, it gives agencies much flexibility to plan and implement their own vision through organizationally tailored programs. This developmental program is designed to empower innovation and partnership across the federal government, without disrupting organizational program integrity. It is time to change. Our nation's future relies on developing powerful civilian leaders at every level of the federal government.
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